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ABSTRACT 

To ensure a more uniform accounting system and 
better co r mu a ica t ion with its schools, the State of California j.s 
introducing a pla nning- prog ra mi ng - bud ge t i r.g system in all its public 
school districts. Schools must (1) identify specific goals for the 
manage* ent oi the school system, ana (2) subdivide functional areas 
into manageable units. The use of program budgeting assures uniform 
account in g and a tetter relationship among schools, community 
members, and State agencies, (Chart may reproduce poorly in hard 
copy,) (ft A) 
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Procedures Used in Designing i £ d Test in g the Program Budgeting and Accounting 
System 

The communications gap affects more than the current generations. It is 
apparent that there is a comicuni cations gap between the public and the school 
community. To help bridge this gap, the California State Legislature, in 
1967, passed legislation that created the Advisory Commission cn School District 
Budgeting and Accounting, The Advisory Commission was assigned to develop and 
test a program budgeting and accounting system and to advise the ouiiic^mia. 

State Board of Education of meU ods to implement a program budgeting system 
for California school districts* It also empovrered the Advisory Commission to 
employ independent fild qualified consultants to aid in the design of the system. 



PPBS Implementation Calendar 



Phase I 


Initial PPBS Design 5 Implementation in 
Six Pilot Districts 




Phase IT 


Operational Tooting of PPBS Design in 
Fifteen Pilot Districts 


. 1969-70 


Phase JII 


Modification and Publication of PIB 5 


. 1970 


t Phc.se IV 


Implementation of P/BS, Including 
Regulation and Training ... . 


. 1970-72 


j 


MBS Forr-At - 'll California School 
Districts 




\ 




. 1973-7^ 




The Advisory Commission adopted a five-year implementation schedule that 
called for two years of system’s design and operational testing prior to the 
cormen cement- of a two-year statewide inservice twining program. 1972-73 was 
designed as the target year for the completion of the necessary steps leading 
to a new program budgeting and accounting system and the t vibsequent year, 

1 973-714 was designed as the first operational year for the new system. 

This schedule vas adopted and approved as a plan- trig calendar hy the .State 
Board. Upon approval, the Advisor*/ Commission began its work. 

A paper for presentation to the American Educational Research Association, 

New York, New York, February 1971 . 
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The purpose of this paper is to describe the procedures used in designing and 
operationally testing the system developed by the Advisoiy Commission on a 
statewide basis, to delineate the procedures for involvement used by the school 
district in establishing its goals and objectives, and to present a representative 
section of the program structure. 

The Advisoiy Commission identified a management consultant firm and six pilot 
districts in 1968 - 69 * This first year of operation was devoted to the 
development of the elements of the syo tens. 

In 1969-70, eight additional districts and un-e pilot county superintendent of 
school's office was added to the pilot pro gram to operationally test the system, 
County office personnel were trained in the system and they, in turn, trained 
district personnel in four small districts in the county, 



The information and techniques developed in county superintend er.t'rt ins ei vice 
programs and other inGervioe meetings held within the state formed the basis 
for the inserviec training program being offered to district and county per: or.nel 
during the current year, Additional inservice training i9 planned for 197W?* 



Several progress reports have been given to tte State Board of Education over the 
last two years, The latest report, given on November 1?, 1970, asked the State 
Board to begin the process of changing the budgeting, accounting and reporting 
structure from the current format to a program format, This change would cause 
financial information to ba related to educational programs, such as Science, 
Math, English, etc., instead of the traditional functions i.e.j Administration , 
Instruction, etc, 

The State Board is currently reviewing the Advisory Cor mission *s proposal and 
Vi 11 soon make 8 decision whether to proceed on the calendar proposed by the 
Advisory Commission or to alter the calendar and choose an alternative course of 
action. 



- 2 - 




2 



Several persons, both critical of the proposed change and supportive of the 
change, have asked if there has been an evaluation design for the project. 

This design, it is their contention, should compare the current system with the 
proposed system in terms of the effectiveness of the systems to communicate to 
the community, school board, and educator, and, in terms of dollars or some 
other nfcasu re, determine the cost to the public of each system* The Ad/isory 
Commission made a considerab?e effort to design such an evaluative technique. 

An evaluation design such as this would require some type of beginning point. 
Since there is no effectiveness measure for a management or communications system 
or even a cost accounting system that can determine the cost of management of 
the schools, it t s^-icpcssible to build a model to derive such an evaluation. 

The evaluation of the system is left, currently, to the judgment of the Advisory 
Commission, cooperating statewide organizations, pilot school district school 
board members and district personnel. 

Assisting the Advisory Coirjirisgion in the evaluation task have been five liaison 
groups. Those groups represent the California Teachers Association, California 
School Hoards Association, California Association of School Administrators, 
California Association of .School Business Officials and the California School 
Employees Association. These groups have reviewed, analyzed and evaluated the 
content of the Conceptual Dosig?. of the management system, the effect this 
system is having on Vie pilot districts and the calendar suggested for 
implementation o 1 the system on a statewide basis. 

While there a considerable range of opinion as to the impact of the manage- ’ 
ment process developed by the Advisory Commission on the school district and 
the calendar adopted by the State Board, all those who have participated in the 
project have recognized that the involvement of community, staff and b I olanta 
required by this system has contributed to the improvement of communications 
within these groups. T?iis improved communication has manifested itself in many 
ways. Within the staff of the district there have been significant changes in 
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the articulation between and among grade levels within subject^ natter are as ( and 
school boards have, for the first time, been able to see what the districts 
priorities are, in terms of dollars, within the various programs of the 
district. These and other changes within the district have occurred during and 
subsequent to the development of the system. 

Development of District Goals and Objectives 

Involvement of the community in the school district decisJcn-nsaking process is 
one of the goals of the Advisory Commission. Before effective decisions can 
be made a specific value system for the district must be established. This 
value system is developed through a careful look at the district's goals. 

While most districts have egression? of gn*l -%^g£perally these goal 

statements do not give* to the district informative management direction. If 
the district js to be effective 5n introducing change within the school district 
and comreunity, it is necessary that the goals of the district be specific in 
nature and be written in terns of w- at th : district is trying to accomplish. 
Specific goals also provide district management a structure for the establish- 
ment of a priority system for the allocation of money, personnel and facilities. 

The goal structure and the related priority system form the value structure that 
aids in the development of management objectives. Objectives, which give an 
indication of the health of the organization in moving towards its goals, must 
be written so tliat the anticipated changes within the environment are clearly 
delineated . 

Goals and objectives will vary from district to district. These variations are 
a result of the district differences ranging from agricultural communi ti os to 
university oriented suburbs to urban ghettos. However, the procedures for the 
development of goals and objectives ere similar in ell districts. 

The development of specific goals and objectives is a difficult task. It 
requires coral tment by all concerned. School board . ,o<:Oe*s, administrators, 
teachers, stiff, students and parents must give of their time and efforts if 
the goals and objectives developed for the management of the school are to be 
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meaningful to all concerned. All the groups mentioned above must be involved 
in goals and objective definition and expression, 

How four California school districts developed their goal structure has been 

documented in '’Evolving Educational Goals for California Schools - Four Case 

Studies." This pamphlet can be purchased by writing to the: 

California School Boards Association 
455 Capitol Mall, Suite 375 
Sacramento, California 95 ^^ 

and remitting Si. 25 per copy. 

The goals and objectives written in California are not the final answer. 

School personnel are just now learning hr>w to manege a school system based upon 
goals and objectives. As educational program managers learn more about the 
exact expression of what they are trying to accomplish, the objectives that are 
now being written will change in content. The emphasis should shift from what 
the learner can demonstrate to what the educator is trying to manage. 

The Program Structure as a Framework of the pj strict's Activities 
Effective management requires that each task is sub-divided into manageable 
units. Each unit is identified by the contribution it makes to the success 
or health of the total system. To illustrate and organize the activities of 
the district, the Advisory Commission has adopted a program structure. 

This sbructure sub-divides the major functions of the district into instructional 
programs, instructional support programs, pupil service programs, general 
support programs and community service programs, Instiuctional programs are 
8ub-div5ded into general education, special programs, special education, 
vocational education, continuing education and sunmer school. The oiher four 
areas are tub-divided into the various support services necessary for the 
efficient operation of the system. 

r 

Each instwetional pro^rara is sub-divided into identifiable subject-ratter areas. 
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P^BS PROGRAM STRUCTURE 

LEVEL VI LEVEL V LEVEL IV LEVEL III LEVEL II LEVEL I 

SUBJECT AHfcA SUBJECT AREA LlFfcSPAN SUBFUNCTIONAL FUNCTIONAL DISTRICT 

SUBCLASSIFICATION OR DEPARTMENT AND SITE PROGRAM GROUPING PROGRAM GROUPING 

(1)" PROGRAMS PROGRAM GROUPING 



If the district desires to identify sites prior to the identification of 
subject-matter areas, it is committed to a line-staff organizational chart in 
which the principal of the site is the responsible person for the programs 
contained within that site. If the district desires to identify site subsequent 
to the educational programs, then that district must resolve the problem of the 
assignment of the responsibility of the program. The basic questions relate to 
whether the principal is an administrative mar. *ger and/or is an instructional 
leader, If the principal attempts to take on both roles ,he may find he has 
defined for himself an unman age able task. 

The two main purposes of identifying subject-matter areas in the instructional 
program are to facilitate communication between all members of the educational 
community and to identify educational priorities in terms of the dollars 
allocated to the various school programs. 

The Advisory Commission has identified eleven subject-ratter areas at the 
secondary level and nine areas at the elementary level . Thman subject-matter areaj 
conform to the areas identified in the California Education Code. 

Over the years, as the community and educators loam to define more clearly 
what they are trying to change and support, the program structure should be 
modified and the program identifications should change in character. 

Conclusi on 

The : ,ed for better tools of communication in education is so apparent that no 
case need to be built to support this contention, Ti>e Advisory Commission on 
School District Budgeting and Accounting in California lias begun to attack this 
problem by introducing end managing a process that >,/ill affect the budgeting 
and accounting systems of the school districts of California. 

This process requires that school district personnel identify specific goals and 
objectives for the management of the school system and sub-divide the 
identified functional areas into manageable units. 
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